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I t ' s  r e f r e sh ing  t o  be wi th  a working group t h a t  is t a l k i n g  about t h e  how 
and what form resource  management t r a i n i n g  should t ake  r a t h e r  than  debat ing  
the  i s s u e  of whether o r  no t  i t  should t ake  place.  Although w e  a t  North 
Cent ra l  have recognized t h e  need f o r  f l i g h t  l eade r sh ip  t r a i n i n g  f o r  some 
t i m e ,  w e  found it  a r e a l l y  d i f f i c u l t  s u b j e c t  around which t o  write a 
d e f i n i t i v e  program. I n i t i a l l y  we  thought w e  could do i t  our se lves ,  bu t  i t  
soon became apparent  t h a t  t h e  job  w a s  more d i f f i c u l t  than w e  had o r i g i n a l l y  
thought.  
F i r s t  w e  were hampered by t h e  absence of e i t h e r  good resource  material 
o r  a good r e l i a b l e  d a t a  base.  Soon w e  were seeking someone from t h e  o u t s i d e  
who could provide t h e  i n s i g h t s  and pe r spec t ive  w e  lacked. A t  about t h e  same 
t i m e ,  and t h i s  is going back about 2 yea r s ,  our company had engaged M r .  Michael 
Garvey, management consu l t an t ,  t o  provide t r a i n i n g  f o r  a l l  management people 
a t  North Cent ra l .  
The program conducted f o r  our  management personnel  had as i t s  
foundat ion t h e  Blake and Muton managerial  g r i d  a long wi th  i t s  r a t h e r  sub- 
s t a n t i a l  d a t a  base.  For those  of you no t  f a m i l i a r  w i th  t h e  g r i d  i t  al lows 
you t o  measure your own s t y l e ,  and i t  provides  you wi th  a q u a n t i t a t i v e  
management language a g a i n s t  which you can measure any number of management 
behaviors .  
previously u t i l i z e d  f o r  f l i g h t  crews, w e  f e l t  t h a t  t h e  similarities between 
good co rpora t e  and good cockpi t  management made t h i s  instrument a reasonable  
choice.  And an a d d i t i o n a l  p lus  t o  t h i s  concept i s  t h a t  it provides  our 
p i l o t s  wi th  a management language t h a t  is  common wi th in  our  company. 
Garvey agreed t o  he lp  u s  put  toge ther  a program t o  he lp  c a p t a i n s  improve 
t h e i r  f l i g h t  management s k i l l s .  
Although t h e  Blake and Muton management g r i d  had not  been 
Mike 
Since w e  intended t o  spend q u i t e  a sum of money on t h e  p r o j e c t ,  it w a s  
necessary t o  secu re  approval  from our  p re s iden t ,  Bud Sweet. I n  w r i t i n g  t h e  
r a t i o n a l e  f o r  our  p r o j e c t  w e  n o t  only spoke t o  t h e  i s s u e  of a i r  s a f e t y ,  bu t  
we  a l s o  argued t h a t  a cap ta in  e x e r c i s e s  a t  least some c o n t r o l  over  an 
enormous amount of ope ra t iona l  money, and, t h e r e f o r e ,  should be a f forded  
some management t r a i n i n g  i n  o rde r  t o  b e t t e r  manage t h e s e  resources .  This  
w a s  probably t h e  c l i n c h e r  a long wi th  t h e  a i r  s a f e t y  argument, and our  p r o j e c t  
w a s  approved. 
With f inanc ing  ensured w e  s t a r t e d  prepar ing  our  f i r s t  seminar. S ince  
Mike would be doing t h e  bulk of t h e  program, and s i n c e  w e  d id  need t o  d e f i n e  
some of t h e  d i f f e r e n c e s  between bus iness  and cockpi t  management, w e  set up a 
"Director ,  F l i g h t  Standards,  North Cent ra l  A i r l i n e s .  
+Pres ident ,  M. C. Garvey and Assoc ia tes ,  Inc.  
133 
https://ntrs.nasa.gov/search.jsp?R=19800013805 2020-03-21T18:06:58+00:00Z
program designed t o  f a m i l i a r i z e  Mike wi th  as many a s p e c t s  of a p i l o t ' s  l i f e  
as poss ib l e .  I n  t h e  process  Mike rode  endless  hours  of jump seat t i m e  and 
he interviewed many, many p i l o t s ,  both c a p t a i n s  and c o p i l o t s .  H e  a l s o  i n t e r -  
viewed f l i g h t  a t t e n d a n t s ,  mechanics, s t a t i o n  agents ,  d i spa tche r s ,  tower and 
ACT people ,  and, I ' m  no t  sure,  bu t  I t h i n k  even some FAA people.  
When Mike f e l t  conf ident  t h a t  he had a good f e e l  f o r  t h e  c a p t a i n ' s  
r o l e ,  w e  put  t h e  f i n i s h i n g  touches on our f i r s t  product ,  and i n v i t e d  a m i x  of 
20 check p i l o t s  and ALPA r e p r e s e n t a t i v e s  t o  a t t e n d .  
f o r  our f i r s t  program because w e  wanted the  very  b e s t  and most cons t ruc t ive  
cri t icism w e  could g e t .  
e f f o r t  t h e  ALPA group i n  our a i r l i n e  has  been most h e l p f u l ,  even t o  the  po in t  
of supplying some of t h e  manpower necessary  f o r  our success .  
W e  chose t h e s e  people 
I t 's  worthy t o  no te  he re  t h a t  through t h i s  e n t i r e  
Our f i r s t  program w a s  a 2-day a f f a i r ,  and, as w e  have a t  t h e  end of 
each seminar,  w e  asked t h e  p a r t i c i p a n t s  t o  f i l l  ou t  a n  anonymous c r i t i q u e  
form. Fur the r ,  w e  asked t h a t  w i th in  30 days they w r i t e  an  unsigned letter 
t e l l i n g  us  what w a s  r i g h t  and what w a s  wrong about  t h e  program. 
Now, w e  a l l  know how d i f f i c u l t  i t  is  t o  g e t  a p i l o t  t o  t ake  pen i n  hand, 
bu t  t h e  response t o  t h e  r eques t  w a s  tremendous. Out of 20 p a r t i c i p a n t s  w e  
received 15  follow-up letters,  many of them typewr i t t en  pages running t h r e e  
o r  four  pages i n  l eng th .  They contained both p r a i s e  and c o n s t r u c t i v e  
c r i t i c i s m .  
expanded. 
many of t h e  let ters,  and t h a t  w a s  t h a t  w e  hadn ' t  been p r e s c r i p t i v e  enough 
f o r  s p e c i f i c  s i t u a t i o n s .  
A l l  bu t  one thought t h e  course  should be continued and even 
There w a s  one c r i t i c i s m  t h a t  d id  have kind of a common thread i n  
I n  our  subsequent seminars w e  expanded t o  a very  f u l l  3-day program, 
wi th  t h e  t h i r d  day spent  a t  t h e  a i r  r o u t e  t r a f f i c  c o n t r o l  c e n t e r ,  and then 
we  went back i n t o  t h e  classroom f o r  a s e s s i o n  t h a t  w e  have dubbed s i t u a t i o n  
a n a l y s i s .  
To d a t e  we  have conducted four  seminars f o r  a t o t a l  of about 80 p i l o t s .  
The response has  been good t o  a l l  fou r  programs, bu t  w e  s t i l l  have r eques t s  
f o r  more p r e s c r i p t i v e  so lu t ions .  
r eques t s  i n  a couple  of ways. F i r s t ,  w e  are planning a home s tudy  course  
f o r  upgrading cap ta ins .  That w i l l  cover r egu la t ions ,  d i spa tch  requirements ,  
a l t e r n a t e  weather requirements and t h e  l i k e .  Addi t iona l ly ,  w e  are designing 
an  i n i t i a l  l i n e  assignment sy l l abus ,  which is designed t o  r e i n f o r c e  t h e  home 
study program, and, a l s o  t o  expose t h e  new c a p t a i n  t o  a more organized l i n e  
check. 
W e  hope i n  t h e  f u t u r e  t o  s a t i s f y  these  
W e  want t o  fo l low t h i s  wi th  our  r e s t r u c t u r e d  command seminar.  Notice  
t h a t  I have changed from f l i g h t  l eade r sh ip  seminars t o  command seminar. 
A poet  of some-renown once asked what 's  i n  a name, and I w a s  amused and 
i n t e r e s t e d  i n  Bob Helmreich's s t o r y  about  t h e  Merchant Marine cap ta ins  who 
resented  being c a l l e d  shipboard managers. This  s t r u c k  a f a m i l i a r  chord 
because our  e a r l y  e f f o r t s  bore t h e  t i t l e  F l i g h t  Leadership Seminar. There 
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w a s  a vague f e e l i n g  among t h e  p a r t i c i p a n t s  t h a t  t h i s  somehow undercut t h e i r  
command, so our more r ecen t  program w a s  c a l l e d  Command Seminar. The p i l o t s  
seemed t o  l i k e  t h i s  b e t t e r .  We don ' t  pretend t o  have a l l  t h e  answers, 
indeed w e  don ' t  have a l l  t h e  quest , ions.  
proving, and I th ink  t h a t ' s  what counts .  
But w e  are t r y i n g ,  and w e  are im-  
I have given you a quick overview of our  e f f o r t s .  Now I ' d  l i k e  t o  t u r n  
it over t o  Mike Garvey f o r  h i s  u sua l  f i n e  j o b  of expla in ing  t h e  d e t a i l s  of 
both t h i s  program and some of t h e  r e sea rch  programs which w e  have on t h e  
horizon . 
(Mike Garvey) 
You're going t o  g e t  p e r i l o u s l y  few d e t a i l s  i n  t h e  approximately 10 o r  
15  minutes remaining t o  g ive  them t o  you. 
as much information as I could t o  you about what w e  cover wi th  t h e  cap ta ins ,  
how w e  go about i t ,  and g ive  you my observa t ions  about  t h e  r e s u l t s .  
I thought what I ' d  do is provide 
General ly ,  you have go t t en  feedback from G r a m e r  t h a t  w e  do g e t  very 
good eva lua t ions ,  bu t  I ' d  l i k e  t o  g ive  you my observa t ions  about what seems 
t o  go smoothly and where t h e  s t i c k i n g  p o i n t s  remain. 
F i r s t ,  I ' m  going t o  g ive  you a n  overview of t h e  management g r i d  
concept.  
and those  of you who haven ' t  may want t o  t a k e  some notes .  
d i scuss  how w e  apply t h a t  concept i n  our  work wi th  cap ta ins .  
a l s o  t i e  back i n t o  some of t h e  data-gather ing r e s u l t s  of in te rv iewing  t h e  
work groups who work wi th  t h e  capta ins :  f i r s t  o f f i c e r s ,  f l i g h t  a t t endan t s ,  
and so  on. 
Those of you who have been exposed t o  i t  before  can bear wi th  m e ,  
Then I ' d  l i k e  t o  
And t h a t  w i l l  
And then I ' d  l i k e  t o  go back through t h e  rest of t h e  o u t l i n e  w e  have 
l a i d  out  he re  ( t a b l e  1) and touch on how we approached t h e  areas of com- 
municat ions.  
Later on i n  t h e  second day w e  switch over t o  some departmental  repre-  
s e n t a t i v e  p re sen ta t ions  and d i scuss ions .  
I ' d  l i k e  t o  now s tar t  wi th  t h e  g r i d  ( f i g .  1). Blake and Muton were 
s o c i a l  psychologis t s  wi th  t h e  Univers i ty  of Texas who s tudied  t h e  management 
l i t e r a t u r e  about t h e  b e s t  ways t o  manage ve r sus  t h e  not  s o  good ways t o  
manage. They t r i e d  t o  organize  t h a t  information i n t o  some kind of a system 
t h a t  would make i t  more s e n s i b l e  and more e a s i l y  usab le  by t h e  management 
audience.  They reduced t h e  s tudy  of management t o  two o v e r a l l  dimensions. 
One dimension w a s  t h e  concern f o r  product ion o r  ou tput ,  t h a t  a manager 
might have. They decided t h i s  concern w a s  no t  something t h a t  would be 
e i t h e r  a l l  p re sen t  o r  a l l  absent .  
scale, and they appl ied  t h e  numbers of 1 through 9 t o  r ep resen t  t h a t  scale. 
Nine, i n  t h i s  case, would r ep resen t  a manager's maximum concern,  a very h igh  
concern, f o r  ou tput .  One, would r ep resen t  t h e  abso lu te  minimum concern t h a t  
It can be represented  on some kind of a 
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a manager could have f o r  g e t t i n g  t h e  job  done. 
output  and product ion concerns i n  a very  broad way. 
information,  q u a l i t y  of information,  q u a l i t y  of dec i s ions ,  s o l u t i o n s  t o  
problems, o r  it could be manufacturing care. 
The o the r  dimension they focused on w a s  t h e  dimension of concern f o r  
By t h e  way, l e t ' s  consider  
It could be amount of 
people.  This  w a s  no t  people  i n  t h e  sense  of passengers ,  f o r  example; t h i s  
w a s  people i n  t h e  sense  of employees; o r  those  resources  that are a v a i l a b l e  
t o  us  t o  accomplish whatever ou tput  i t  is  t h a t  we  need t o  ob ta in .  
Once aga in  they put  t h i s  on a scale from low t o  h igh ,  1 t o  9 ,  such t h a t ,  
when they completed t h i s  g r i d ,  they wound up wi th  9 x 9 o r  81 d i f f e r e n t  ways 
i n  which a manager can combine h i s  o r  her  concern f o r  output  and f o r  people.  
Each one of t h e s e  d i f f e r e n t  ways r e p r e s e n t s  a d i f f e r e n t  s t y l e  o r  d i f f e r e n t  
approach t o  dea l ing  wi th  people t o  accomplish r e s u l t s .  
Rather than  focusing on 81 s t y l e s ,  they focused on t h e  f i v e  major 
s t y l e s .  The f i r s t  one w a s  c a l l e d  9-1, which r e p r e s e n t s  a very  output-  
o r i en ted  s t y l e ,  wi th  minimum concern f o r  people.  An oppos i te  s o r t  of s t y l e  
is 1-9, minimum concern f o r  ou tput ,  a s soc ia t ed  wi th  a maximum concern f o r  
people.  The s t y l e  somewhere i n  t h e  middle is c a l l e d  5-5 which r e p r e s e n t s  a 
moderate concern f o r  output  counterbalanced by a n  equal ly  moderate concern 
f o r  people.  So he main ta ins  some kind of a balance wi th  people who are h i s  
resources  f o r  g e t t i n g  th ings  accomplished. 
There is  a l s o  a s t y l e  c a l l e d  1-1 which i s  kind of a do-nothing s t y l e  of 
There 's  more of 
management. Blake and Muton desc r ibe  t h i s  as an  impoverished s t y l e  of 
management wi th  only minimum concern f o r  ou tput  and people .  
t h a t  than you might imagine. 
We usua l ly  start ou t  i n  a class s i t u a t i o n  wi th  t h e  c a p t a i n s  laughing 
and jok ing  about how r i d i c u l o u s  t h a t  is. Af ter  looking a t  some of t h e  
behaviors  of 1-1 they  say ,  "Oh yes .  There are some people who g ive  you a 
cold vacant  stare," which may mean, "My God, i t ' s  me." 
The l as t  s t y l e  t h a t  they focus on i s  a s t y l e  c a l l e d  9-9, maximum concern 
f o r  output  and a t  t h e  s a m e  t i m e  maximum concern f o r  people involved i n  
helping t o  g e t  t h a t  ou tput .  These 
c a t e g o r i e s  of behaviors .  
You could l a b e l  t h i s  s t y l e  of 
l a b e l  t h i s  s t y l e  (1-9) a real n i c e  
n i c e  and product ion w i l l  take care 
This  s t y l e  (5-5) on t h e  o the r  
d i f f e r e n t  s t y l e s  r ep resen t  d i f f e r e n t  
behavior (9-1) as a u t o c r a t i c .  You could 
guy, country c l u b  approach. Treat people 
of i t s e l f .  
hand, is represented  by a n  awful l o t  of 
compromise. 
s t y l e  w e ' r e  t a l k i n g  about  a d i sp ropor t iona te  amount of compromise. 
Acceptable,  perhaps,  only mediocre r e s u l t s ;  j u s t  something t o  w a f f l e  through 
t h e  s i t u a t i o n .  
There is nothing wrong wi th  compromise per  se  , but  i n  t h i s  
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And, of course,  he re  (1-l), as I 've a l r e a d y  ind ica t ed ,  an  appropr i a t e  
l a b e l  might be "Impoverished Management " 
Of course ,  h e r e  (9-9) t h e  l a b e l  t h a t  we'd apply probably is  team 
manager. Not always i n  t e a m  meetings,  bu t  t r y i n g  t o  manage t h e  
t h e  most ou tput  and t h e  b e s t  q u a l i t y  output  poss ib l e ,  y e t  keep t h e  resources  
motivated and p a r t  of t h e  t o t a l  t e a m  e f f o r t .  
Now, i n  us ing  t h i s  concept w i t h  t h e  cap ta ins  w e  go through a b i t  more 
d e t a i l e d  explana t ion  than I j u s t  gave you. 
reading ar t ic les  and o t h e r  p i eces ,  as much as w e  could f i n d  i n  t h e  l i t e r a t u r e .  
Then w e  qu ick ly  s h i f t  from t h e  management g r i d  concept per  se and i n t o  i t s  
a p p l i c a t i o n  t o  cap ta ins .  
They a l s o  have a number of pre- 
W e  begin wi th  t h e  s t y l e  9-1 and I a s k  t h e  c a p t a i n s  t o  he lp  m e  bu i ld  a 
p r o f i l e  of t h e  k inds  of behaviors  they  would expect  from a 9-1 cap ta in .  They 
have no t r o u b l e  a t  a l l  i n  doing t h i s .  
And a f t e r  w e  bu i ld  a behavior p r o f i l e  of 9-1, w e  switch t o  1-9, and once 
aga in  I a s k  t h e  cap ta ins  t o  d e s c r i b e  t h e  k inds  of behaviors  they  would expect .  
Once aga in ,  no real d i f f i c u l t y  i n  bu i ld ing  up dozens and dozens of descr ip-  
t i o n s  of t h e  kinds of behaviors  t h a t  t h e s e  s t y l e s  of c a p t a i n s  would use  i n  
i n t e r a c t i n g  wi th  members of t h e  c r e w .  
W e  then do a very  i n t e r e s t i n g  th ing ,  I th ink .  W e  switch from t h e  
behaviors  themselves t o  t r y i n g  t o  explore  what might be t h e  consequences, 
t h e  r e a c t i o n s  on t h e  p a r t  of d i f f e r e n t  work groups,  f i r s t  o f f i c e r s ,  f l i g h t  
a t t endan t s ,  c o n t r o l l e r s ,  and s o  on. Once w e  can reasonably ag ree  on what 
t h e  normal r e a c t i o n s  might be,  w e  focus on what might be some of t h e  
p o t e n t i a l  consequences of t h e s e  r e a c t i o n s  along four  d i f f e r e n t  dimensions. 
One of t hese  is t h e  motivat ion of o t h e r  persons a f f e c t e d  by t h i s  s t y p e  
of management. The next  i s  economic cons ide ra t ions ,  t h a t  i s ,  t o t a l  Republic 
A i r l i n e s  success .  The t h i r d  is passenger service, t h e  q u a l i t y  of passenger 
se rv i ce .  And, of course ,  t h e  f o u r t h  is f l i g h t  s a f e t y .  
I ' d  l i k e  t o  show you t h e  format t h a t  w e  u s e  w i t h  t h e  c a p t a i n s  ( f i g .  2 ) .  
Based on our  p r i o r  d i scuss ion  of t h e  g r i d ,  w e  a s k  them t o  i d e n t i f y  t h e  
t y p i c a l  behaviors  of each s t y l e  of cap ta in .  Then, focusing on d i f f e r e n t  
work groups a t  d i f f e r e n t  p o i n t s  i n  t i m e ,  f o r  example, t h e  f i r s t  o f f i c e r ,  w e  
focus on what might be t h e  t y p i c a l  f i r s t  o f f i c e r ' s  r e a c t i o n  t o  t h e s e  k inds  
of c a p t a i n s '  behaviors .  Once t h e  t y p i c a l  r e a c t i o n s  are developed, w e  
explore  some of t h e  p o t e n t i a l  consequences a s soc ia t ed  wi th  t h e s e  r eac t ions .  
The c a p t a i n s  d i d  a very  good job  as a t o t a l  group. 
t h e r e  w e r e  d i f f e r e n c e s  between t h e  group members, bu t  they  d id  a very  good 
job  i n  l ay ing  ou t  t h e  behaviors ,  r e a c t i o n s ,  and p o t e n t i a l  consequences. 
A s  you might be l i eve ,  
Here are some examples of t y p i c a l  behaviors  of a 9-1 c a p t a i n  toward a 
f i r s t  o f f i c e r :  Au thor i t a r i an ,  d i c t a t o r i a l  - commands without  f i r s t  o f f i c e r  
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i npu t ,  perhaps even a t  a l l  - no de lega t ion  of a u t h o r i t y  - may do a l l  
t akeof f s  and landings  himself o r  h e r s e l f  - minimal communication, and t h e  
communication t h a t  is  used i s  very one-way - over- reac ts  i n  a very  p u n i t i v e  
way t o  mistakes t h a t  might be made - very picky about t h e  kinds of dec i s ions  
and choices  t h a t  t h e  f i r s t  o f f i c e r  would make when he ' s  f l y i n g  t h e  l e g .  
The t y p i c a l  r e a c t i o n s  t h a t  you might expect  from f i r s t  o f f i c e r s ,  a l s o ,  
as these  c a p t a i n s  r e l a t e d  it: f i r s t  o f f i c e r  would normally become defens ive ,  
clam up - become in t imida ted  - avoid confront ing  t h e  cap ta in  o r  c l a r i f y i n g  
information wi th  t h e  c a p t a i n  - would have f e a r  of f a i l u r e ,  h igh  tens ion ,  
and s o  on. 
Some of t h e  p o t e n t i a l  consequences are obvious: more mistakes - more 
v i o l a t i o n s  - s a f e t y  would be compromised - passenger s e r v i c e  would tend t o  
go down - may be a l i t t l e  s t ronge r  ego commitment t o  a wrong dec i s ion  than 
a cap ta in  should have. For example: f l y i n g  through rough weather without 
tu rn ing  around because he had made t h a t  d e c i s i o n  i n i t i a l l y .  
One of t h e  th ings  t h a t  is  kind of i n t e r e s t i n g  i s  t h a t  many f i r s t  
o f f i c e r s  spend a l o t  of t i m e  t r y i n g  t o  g e t  ou t  of c e r t a i n  c a p t a i n ' s  block 
of t i m e .  There is a l o t  of f a t i g u e  f o r  a f i r s t  o f f i c e r  working wi th  t h i s  
kind of a c a p t a i n ,  and a much higher  experience of stress. 
Now, l e t ' s  c o n t r a s t  those  kinds of behaviors  and p o t e n t i a l  conse- 
quences t o  t h e  kinds of responses  w e  go t  when w e  looked a t  o the r  s t y l e s  of 
management. The cap ta ins ,  a f t e r  t h e  f i r s t  one o r  two workshops, took t h e  
f i v e  major s t y l e s  of t h e  g r i d  and shortened up t h e  process  f o r  u s .  They 
s a i d ,  "We're very  concerned about t h e  9-1 s t y l e ,  ve ry  concerned about t h e  9-9 
s t y l e ,  bu t  w e  a l r eady  have a phrase  i n  our  indus t ry  t h a t  f i t s  some combina- 
t i o n  of 1-9, 1-1, and 5-5, and f o r  u s  i t ' s  complacency, t he  complacent 
capta in ."  
So from t h a t  po in t  forward w e  began t o  lump those  t h r e e  s t y l e s  toge ther  
and i t  saved u s  some t i m e  i n  t h e  workshops. 
The k inds  of behaviors  they  would expect from a complacent cap ta in :  
i n  s u b t l e  ways t o  a l low t h e  f i r s t  o f f i c e r  t o  begin t o  run t h e  f l i g h t  - 
al low him t o  i n i t i a t e  t h e  r o u t i n e  procedures  - e x h i b i t  a l o t  of behaviors  
t o  ga in  approval  - accep t s  "spi t -outs"  from t h e  system; p r e t t y  much "What- 
ever  t h e  system says ,  t h a t ' s  it" - a l lows  t h e  system i t s e l f  t o  support  and 
c a r r y  t h e m  r a t h e r  than manage t h e  system - very  h e s i t a n t  t o  g e t  i n t o  a 
disagreement wi th  anyone - kind of a l lows  t h e  f l i g h t  t o  run  i t s e l f  wi th  
minimum c a p t a i n  involvement. 
'Typical r e a c t i o n s  of a f i r s t  o f f i c e r :  probably a tendency f o r  t h e  f i r s t  
o f f i c e r  t o  t r y  t o  t a k e  over  t h e  f l i g h t  - c e r t a i n l y  would hold t h e  c a p t a i n  
i n  less esteem - might a l s o  be sloppy themselves, have no real reason t o  
main ta in  competency and profess iona l i sm - probably less pre-planning - 
t h e r e  might be a l o t  of confusion around t h e  area of communications and 
a u t h o r i t y  r e l a t i o n s h i p s ,  ques t ions  of who's r e a l l y  i n  charge and so on. 
L e t  m e  j u s t  qu ick ly  run  through some of t h e  behaviors  t h e  c a p t a i n s  
would expect of a 9-9 cap ta in :  t h e  9-9 c a p t a i n  i n  behaving toward a f i r s t  
o f f i c e r  would more o f t e n  seek inpu t  on ope ra t iona l  problems and feedback on 
h i s  own problem so lv ing  and dec i s ions  - would l i s t e n  more t o  t h e  f i r s t  
o f f i c e r  - would teach  and coach t h e  f i r s t  o f f i c e r  - would l e a r n  from 
mistakes - would he lp  t h e  f i r s t  o f f i c e r  l e a r n  from mistakes - would be 
c o n s t r u c t i v e l y  c r i t i ca l  - would abso lu te ly  demand q u a l i t y  performance - 
would be very  assertive, etc. 
Reactions of t h e  f i r s t  o f f i c e r  t o  these  k inds  of behaviors ,  as you might 
guess: very  motivated - f o r  t h e  most p a r t ,  very  suppor t ive  of t h e  
c a p t a i n ' s  dec i s ions  - probably provide b e t t e r  q u a l i t y  work - b e t t e r  f l i g h t  
planning - more a t t e n t i o n  t o  d e t a i l  - more alert  - f e e l  more chal lenged - 
quicker  t o  in te rvene  wi th  t h e  c a p t a i n  t o  c l a r i f y  misunderstood d a t a ,  etc.  
Very p o s i t i v e  p o t e n t i a l  consequences i n  terms of f l i g h t  s a f e t y ,  motiva- 
t i o n ,  passenger s e r v i c e ,  and so  on. 
So w e  u s e  these  kinds of d e s c r i p t i o n s  of behaviors ,  r e a c t i o n s ,  and 
p o t e n t i a l  consequences t o  g e t  a c r o s s  t o  t h e  c a p t a i n s  t h e  e f f e c t s  of d i f f e r e n t  
approaches t o  managing t h e  l eade r sh ip  s i t u a t i o n  and t o  dea l ing  w i t h  
problems i n  t h e  cockpi t  and between t h e  cockpi t  and t h e  cabin  crew. It 
usua l ly  goes very  w e l l .  
W e  then  make a r a t h e r  abrupt  s h i f t  from a p p l i c a t i o n s  of management 
s t y l e  t o  communications. W e  t each  communications t o  t h e  cap ta ins  by us ing  a 
l ea rn ing  s imula t ion .  This  is  n o t  t o  be confused wi th  w h a t  you usua l ly  ca l l  a 
s imula t ion  wi th in  your indus t ry .  It is a communications e x e r c i s e  which 
t akes  about a n  hour f o r  t h e  cap ta ins  t o  go through. Then w e  spend about a n  
hour ana lyz ing  what took p l ace  dur ing  t h a t  e x e r c i s e  i n  t e r m s  of good and poor 
communications p r a c t i c e s .  
W e  t r y  t o  make t h i s  a personal  l ea rn ing  experience f o r  t h e  cap ta ins .  
We cover a l o t  of l e a r n i n g  areas, one-way and two-way communications, t h e  
e f f e c t  of t ak ing  a pub l i c  s t ance  on a dec i s ion ,  and t h e  d i f f i c u l t y  of 
changing your mind and moving on t o  another  p o s i t i o n .  
W e  cont inue  wi th  communications t h e  next  morning from t h e  s tandpoin t  of 
t h e  in te rgroup a spec t  of communications, cooperat ion,  and r e l a t i o n s h i p s .  We 
have a n  a d d i t i o n a l  s imula t ion  w e  p u t  t h e  c a p t a i n s  through, which focuses  on 
t h e  k inds  of r e l a t i o n s h i p  d i f f i c u l t i e s  t h a t  arise when members of d i f f e r e n t  
employee and occupat iona l  groups must i n t e r a c t  f o r  some j o i n t  purpose. 
r e s u l t  of t h e  l e a r n i n g  from t h i s  s imula t ion ,  w e  ana lyze  ways t o  improve 
e f f e c t i v e n e s s  between cap ta ins  and f i r s t  o f f i c e r s ,  c a p t a i n s  and f l i g h t  
a t t e n d a n t s ,  c a p t a i n s  and maintenance, and even c a p t a i n s  and a i r - t r a f f i c  
c o n t r o l l e r s .  
A s  a 
That a f te rnoon w e  spend 2-3 hours  touching b r i e f l y  on motivat ion.  One 
concept w e  p re sen t  is c a l l e d  t h e  s e l f - f u l f i l l i n g  prophecy, o r  t h e  Pygmalion 
e f f e c t  . 
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We d i s c u s s  wi th  t h e  c a p t a i n s  how t h e i r  expec ta t ions  of t h e  o t h e r  people 
wi th  whom they i n t e r a c t  can, over a period of t i m e ,  begin t o  bu i ld  c e r t a i n  
behaviora l  responses from t h e  o t h e r  person. These behaviors t a k e  on t h e  form 
of f u l f i l l i n g  t h e  c a p t a i n ' s  expec ta t ions  - t h e r e f o r e ,  a s e l f - f u l f i l l i n g  
prophecy. 
I n  o t h e r  words, i f  I as a c a p t a i n  regard  my f i r s t  o f f i c e r  as a very  
competent, probably s u c c e s s f u l ,  very  a l e r t  person, I treat him t h a t  way, I 
show those  expec ta t ions .  Some of t h e  ways i n  which I behave i n  doing t h i s  
I ' m  no t  even aware o f ;  i t ' s  nonverbal communication. But I communicate those  
high expec ta t ions  t o  t h e  f i r s t  o f f i c e r ,  and I consequently,  over t i m e ,  begin 
t o  g e t  t h a t  kind of behavior back i n  r e t u r n .  
Cont ras t  t h a t  w i th  regard ing  my f i r s t  o f f i c e r  as ve ry ,  very  j u n i o r  i n  
a l l  r e s p e c t s ,  probably n o t  too competent, probably prone t o  f a i l u r e  and 
making mis takes .  I communicate t h a t ,  and, as you might expec t ,  t h a t ' s  t h e  
kind of performance I r e c e i v e  from t h a t  f i r s t  o f f i c e r .  Before t h i s  po r t ion  
of t h e  workshop ends w e  spend a cons ide rab le  amount of t i m e  t r y i n g  t o  pu t  a l l  
t h a t  w e  have done up t o  t h a t  po in t  i n  some kind of pe r spec t ive .  W e  go back 
t o  t h e  g r i d  concept and r e i n f o r c e  t h e  9-9 s t y l e .  However, w e  t r y  t o  g e t  
away from t h e  mystique of saying t h a t  you have t o  change your whole s t y l e ,  
t h a t  i f  you ' re  a 9-1 c a p t a i n  you have t o  move completely t o  9-9. That ' s  
q u i t e  a l e a p ,  and probably involves  more change t h a t  most of us  are capable 
of accomplishing. 
So w e  t r y  t o  g e t  away from that .  We t r y  t o  g e t  t h e  c a p t a i n  t o  t h i n k  of 
t h i s  g r i d  framework and t h e  r e l a t e d  d a t a  as a pe r spec t ive  t o  u s e  t o  improve 
h i s  judgments and p r e d i c t i o n s  about what kind of behavior i s  a p p r o p r i a t e  i n  
a c e r t a i n  s i t u a t i o n  wi th  f i r s t  o f f i c e r s ,  f l i g h t  a t t e n d a n t s ,  and o t h e r s .  W e  
t r y  t o  g e t  t h e  c a p t a i n  t o  t h i n k  i n  t e r m s  of a d j u s t i n g  behaviors ,  r a t h e r  than 
g e t t i n g  too  focused i n  on changing o v e r a l l  s t y l e .  
Probably t h e r e  a re  very  few 9-9 managers i n  t h e  world, and s i m i l a r l y  
very  few 9-9 c a p t a i n s ,  although I t h i n k  w e  have been b lessed  i n  having some 
i n  our classes. 
Now I ' d  l i k e  t o  t u r n  t h i s  back t o  G r a m e r  t o  qu ick ly  d i s c u s s  t h e  
remainder of t h e  program. Then, be fo re  w e  break i n t o  ques t ions  and 
answers, w e ' l l  qu ick ly  d e s c r i b e  t h e  r e sea rch  p r o j e c t  coming up. 
(Capt. Fos t e r )  
There is one t h i n g  I ' d  l i k e  t o  j u s t  touch on b r i e f l y .  An i n t e r e s t i n g  
output  of t h e  Blake and Muton r e sea rch  wi th  regard  t o  t h e  managerial  g r i d  i s  
t h a t  something l i k e  65% o r  70% of a l l  of t h e  managers i n  t h e  major corpora- 
t i o n s  i n  America f i t  t h e  5-5 s t y l e .  
where t h e  f l i g h t  crews f i t .  
It 's i n t e r e s t i n g  f o r  u s  t o  t r y  t o  see 
Wherever they  f i t ,  w e  show them t h a t  they  don ' t  
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have t o  s t a y  i n  t h a t  s t y l e ,  t h a t  a l though t h a t  may be t h e i r  b a s i c  management 
s t y l e ,  they can s l i p  ou t  of it i f  they  recognize t h e  s i t u a t i o n ,  and manage i n  
a b e t t e r  way. 
Af te r  Mike does s t y l e s  i n  pe r spec t ive ,  a r e p r e s e n t a t i v e  from F l i g h t  
Control ,  perhaps t h e  Direc tor  of F l i g h t  Control ,  comes i n  and speaks wi th  t h e  
c a p t a i n s  about va r ious  d i spa tch  problems and d i s p a t c h  requirements.  
g e t s  t o  be a kind of two-way program i n  which t h e r e ' s  a good d e a l  of g ive  and 
take.  
That 
W e  a l s o  inc lude  Maintenance Control and t h e  F l i g h t  Attendant group. 
What we've t r i e d  t o  do is  inc lude  t h e  people  wi th  whom t h e  c a p t a i n  
i n t e r a c t s  t h e  most, d i scount ing  t h e  f i r s t  o f f i c e r ,  of course.  So t h a t  t h e  
cap ta in  g e t s  a b e t t e r  f e e l  f o r  some of t h e  problems t h a t  they have, and 
where t h e y ' r e  coming from, and t h e r e  is a good f low of i deas  and interchange 
of i deas .  
The t h i r d  day is spent  a t  t h e  Minneapolis A i r  Route T r a f f i c  Control  
Center ,  t h a t  is ,  4 hours of i t  are. 
The t r a f f i c  c o n t r o l  people have worked out  a real s l i c k  program f o r  us ;  
w e  are very  happy wi th  i t .  It a c t u a l l y  starts a t  7:30 A.M. and f i n i s h e s  a t  
12:OO P.M., and dur ing  t h i s  t i m e  w e  in t roduce  them t o  bas i c  a i r  t r a f f i c  c o n t r o l  
procedures.  
You know how a p i l o t  t y p i c a l l y  f e e l s  he could c o n t r o l  t r a f f i c  b e t t e r  
than anyone else. Well, w e  manage t o  g e t  the p i l o t  i n t o  t h e  ATC s imula tor ,  
which has  become quote  popular,  and w e  shoot  a l o t  of problems t o  him. It 
g ives  t h e  p i l o t  a l i t t l e  pe r spec t ive  on t h e  a i r  t r a f f i c  c o n t r o l l e r ' s  
problems. 
and neck and, of course,  t h e  p i l o t  i n  t h e  c o n t r o l l e r  p o s i t i o n  has  no 
d i f f i c u l t y  saying United do a 360 and North Cen t ra l  cont inue  on. 
They w i l l  t y p i c a l l y  put  North Cen t ra l  and another  carrier neck 
But they  f i n d  ou t  t h a t  doesn ' t  always work. 
c o n t r o l  p o s i t i o n s  on a one-to-one b a s i s  wi th  t r a f f i c  c o n t r o l l e r s .  
i n t o  a s e c t o r  and a c t u a l l y  s i t  t h e r e  and observe t h e  c o n t r o l l e r  work 
t r a f f i c ,  and d i s c u s s  t h e  p r o b l e m  a t t endan t  w i th  working t h e  t r a f f i c .  
been a very  popular p a r t  of our  seminar. 
Then t h e  p i l o t s  move on t o  
They plug 
I t ' s  
W e  r e t u r n  i n  t h e  a f te rnoon t o  t h e  classroom once aga in  and he re  aga in  
we  t r y  t o  address  some of t h e  previous cr i t ic ism t h a t  w e  haven ' t  spoken t o ,  
p r e s c r i p t i v e  means of so lv ing  problems. For t h i s  w e  have a s e s s i o n  t h a t  is 
c a l l e d  s i t u a t i o n  a n a l y s i s .  
This  is a program t h a t  Sherm Cornel1 and I have been doing, i n  which w e  
o u t l i n e  a given problem, and then,  t ak ing  t h e s e  20 c a p t a i n s  who have had 
t h i s  exposure t o  some new i d e a s  and concepts ,  w e  l e t  them present  t h e i r  
i deas  on how they would s o l v e  t h e  problem. 
i n t e r a c t  i ons  the re .  
W e  g e t  some q u i t e  i n t e r e s t i n g  
141 
Then a t  t h e  end we  have t h e  w r i t t e n  eva lua t ion ,  which is  done i n  t h e  
anonymous form, followed by t h e  let ter.  I t h i n k  t h a t  p r e t t y  w e l l  covers  i t .  
A t  t h i s  t i m e  w e  might throw it open f o r  ques t ions .  
DISCUSSION 
CAPT. PERKINSON, United Air l ines :  How long have you been us ing  
t h i s  technique a t  North Cent ra l?  
CAPT. FOSTER: W e  s t a r t e d  about 2 years  ago. We've done a t o t a l  
of 4 seminars.  W e ,  l i k e  most people i n  t h e  indus t ry ,  are impeded by p i l o t  
shor tages  and t h e  a v a i l a b i l i t y  of people f o r  t h e  programs. So we  have only 
been a b l e  t o  do 4 t o  d a t e ,  o r  a t o t a l  of 80 people.  W e  do have a u t h o r i z a t i o n  
t o  cont inue.  We plan  t o  p ick  up wi th  a n  improved format ,  and p lan  t o  make i t  
an ongo ing  th ing  . 
CAPT. TRAUB, United A i r l i n e s :  You mentioned i n  t h e  s i t u a t i o n  
a n a l y s i s  s e s s i o n  you p resen t  a problem. 
type of problem? 
Could you g ive  us  an example o f ' t h e  
CAPT. FOSTER: W e  might present  a c a p t a i n  wi th  a r e c a l c i t r a n t  
f i rs t  o f f i c e r ,  a f i r s t  o f f i c e r  who i s n ' t  performing up t o  s tandards ,  some- 
th ing  l i k e  t h a t .  Then w e  go around the  room and l e t  each one i n d i c a t e  how he 
th inks  he might handle t h e  s i t u a t i o n .  W e  might do t h a t ,  w e  might have an  ill 
passenger ,  any number of t h ings .  
DR. HELMREICH: I w a s  j u s t  cur ious  t o  hear  a l i t t l e  b i t  about where 
you ' re  going wi th  t h e  r e sea rch  and eva lua t ions?  
MR. GARVEY: I ' l l  t r y  t o  g ive  you a couple  of quick thoughts on 
t h a t .  L e t  m e  t e l l  you about our motivat ion f i r s t .  One of our cons tan t  
concerns about our  workshop is  w i t h  t h e  i s s u e  of d a t a .  
now l i k e  we  have a n  adequate  d a t a  base of information t o  provide t o  t h e s e  
cap ta ins  about  t h e i r  s p e c i f i c  behaviors  and, t h e r e f o r e ,  i t  makes i t  d i f f i c u l t  
t o  t a l k  about understanding and changing those  behaviors .  W e  do it as b e s t  
w e  can  given a model l i k e  t h i s ,  and i t  goes very  w e l l  f o r  w h a t  i t  is. 
W e  don ' t  f e e l  r i g h t  
W e  would love  t o  be a b l e  t o  provide t h e  c a p t a i n s  coming i n t o  our  work- 
Then w e  could g ive  them b e t t e r  he lp  i n  a d j u s t i n g  t h e i r  behaviors .  
shop wi th  a p r o f i l e  of how he o r  she  th inks ,  approaches s i t u a t i o n s ,  and 
behaves. 
The o the r  concern we  have about our workshop is t h a t  w e  are unable  t o  
do any kind of v a l i d  pre-post t e s t i n g  on j u s t  how much e f f e c t  our  workshop 
has.  Does i t  he lp?  Does i t  hur t ?  Does i t  do anything a t  a l l ?  
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I f  w e  had an  instrument  t h a t  would f u l f i l l  t h e  i n i t i a l  d a t a  need, and 
then could be readminis tered 3,  6 ,  o r  8 months later t o  g ive  both t h e  c a p t a i n  
and us some feedback as t o  how t h a t  program a f f e c t e d  t h a t  person,  i t  would be 
very h e l p f u l  t o  a l l  concerned. 
That l e d  us t o  t h e  r e sea rch  p r o j e c t .  W e  have begun t o  formulate  a 
research  e f f o r t  wi th  a consu l t ing  o rgan iza t ion  i n  Plymouth, Michigan by t h e  
name of Human Synerg i s t i c s .  They have over 10 y r s  of h i s t o r y  i n  using t h e i r  
instrument  wi th  t h e  gene ra l  management populat ion.  They have developed 
norms on over 100,000 managers throughout t h e  country.  These p r o f i l e s  and 
norms are not  based on psychological  i l l n e s s ;  i n s t ead  they are based on 
psychological  h e a l t h .  S p e c i f i c a l l y ,  t hese  instruments  measure t h e  th inking  
p a t t e r n s  of t hese  managers and how t h e s e  p a t t e r n s  cause d i f f e r e n t  behaviors .  
We'd l i k e  t o  use  t h e s e  instruments  on a group of p i l o t s  and see if w e  
couldn ' t  develop norms t h a t  would be p r e d i c t i v e  of more e f f e c t i v e  and less 
e f f e c t i v e  cap ta ins .  Of course ,  w e  a l s o  have t o  develop cr i ter ia  f o r  
de f in ing  cap ta in  e f f ec t iveness .  
We don ' t  y e t  know i f  t h e  instruments  w i l l  work on t h e  p i l o t  group, as 
they have wi th  t h e  gene ra l  management populat ion.  
answer t h a t  ques t ion  wi th  t h e  r e sea rch  r e s u l t s .  The cu r ren t  proposal  is  t o  
work wi th  a sample of 25 cap ta ins  and 25 f i r s t  o f f i c e r s  from North Cent ra l ,  
and an a d d i t i o n a l  25 cap ta ins  and 25 f i r s t  o f f i c e r s  from Southern Airways. 
But we're hoping t o  
I f  w e  wind up wi th  a good set of p r o f i l e s ,  t h e  i n i t i a l  use  of t hese  
d a t a  would be f o r  t h e  development of cap ta ins  i n  our  workshops. The 
ind iv idua l  d a t a  would go s t r a i g h t  t o  t h e  p i l o t  and not  t o  t h e  company, 
thereby p r o t e c t i n g  t h e  p i l o t ' s  anonymity. Later it could be used as a 
s e l e c t i o n  t o o l  as w e l l .  
C U T .  CRUMP, United A i r l i n e s :  Were you going t o  make any a t t e m p t  
t o  select those  c a p t a i n s  and f i r s t  o f f i c e r s  f o r  any q u a l i t y  o r  w e r e  you j u s t  
going t o  t ake  an o v e r a l l , .  . , 
MR. GARVEY: The i n i t i a l  a t tempt  w a s  planned t o  be random. The 
d i f f i c u l t y  w i l l  be  i n  coming t o  an agreement on t h e  c h a r a c t e r i s t i c s  of a n  
e f f e c t i v e  cap ta in ,  t h e  same i s s u e  we  discussed a couple  of t i m e s  yesterday.  
CAF'T. CRUMP: I j u s t  wanted t o  comment t h a t  somewhere downstream 
you're  going t o  have t o  eva lua te  what type  of a performer he is  on t h e  
a i r l i n e  i n  order  t o  v a l i d a t e  your t e s t i n g .  
MR. GARVEY: Oh, su re ,  t h a t  w i l l  have t o  happen as  a companion 
i s sue .  
MR. MANSFIELD: You say  t h e  cont inuing  e f f o r t  w i l l  s t i l l  be a 
random choice? 
MR. GARVEY: No, t h e  continued e f f o r t  would not .  This  is  j u s t  
i n i t i a l  r e sea rch  t o  see whether t h e s e  instruments  w i l l  be  p r e d i c t i v e  of a 
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p i l o t ' s  behavior o r  n o t ,  as they have been wi th  managers. We may need a 
completely d i f f e r e n t  instrument .  W e  may j u s t  need t o  develop eva lua t ion  
cri teria.  W e  don ' t  know. 
MR. MANSFIELD, American A i r l i n e s :  Maybe I d i d n ' t  s ta te  t h e  
ques t ion  c l e a r l y .  
p a r t i c i p a t e  i n  t h e  f u t u r e  i n  t h i s  program? 
How w i l l  you choose t h e  candida tes  t h a t  are going t o  
MR. GARVEY: That ' s  vo luntary .  A t  t h i s  po in t ,  w e  are encouraging 
cap ta ins  t o  come i n  t o  t h e  workshop. Pseudo volunteer ing?  G r a m e r ,  I th ink  
you'd b e t t e r  f i e l d  t h a t .  
CAPT. FOSTER: The workshop has  been f u l l  pay and c r e d i t ;  w e  
haven ' t  asked anybody t o  do it on a f r e e b i e  b a s i s .  
pay l o s s ,  f u l l  expenses, h o t e l  b i l l s ,  t h e  whole b i t .  W e  t r y  t o  make i t  a 
p r e s t i g i o u s  th ing ,  and w e  do p r e t t y  w e l l  a s s i g n  t h e  people t o  it. We've 
had a l i t t l e  grumbling by some of t h e  p a r t i c i p a n t s ,  wondering why they w e r e  
s e l e c t e d ,  and th inking  t h a t  perhaps we had them i n  mind f o r  some reason o r  
o t h e r .  And sometimes w e  d id .  But u sua l ly  they went away saying,  "Although 
I had some r e s e r v a t i o n s  and wondered why you s e l e c t e d  m e ,  I ' m  very  happy 
t h a t  I came, and I go t  a l o t  ou t  of it.'' We have had some r e a l l y  good 
feedback. 
We are paying them f l i g h t  
MR. FELL, FAA: A r e  t h e r e  any p lans  f o r  Republic t o  expand t h i s  
i n t o  a r e c u r r e n t  type course  o r  update type? 
CAPT. FOSTER: No, no t  cu r ren t ly .  Although i t ' s  obvious t h a t  a 
program of t h i s  kind is  an  i d e a l  foundat ion,  and t h a t  t h e r e  should be some- 
th ing  b u i l t  upon i t  i n  an ongoing way, I t h i n k  t h a t  something i n  t h e  way of 
a fu l l -miss ion  s imula t ion  might be a n  i d e a l  method of doing i t  i n  an  ongoing 
way. 
CAPT. TURLINGTON, Pan American: A r e  you a t  present  j u s t  i n v i t i n g  
cap ta ins  t o  t h i s  program? 
CAPT. FOSTER: For t h e  most p a r t ,  yes.  W e  have taken some very  
sen io r  f i r s t  o f f i c e r s  who have not  y e t  flown as cap ta in ,  bu t  who are about  t o  
f l y  cap ta in ,  and had them i n  t h e  program. I f  t h e r e  are no o the r  ques t ions ,  
I ' d  l i k e  t o  express  our apprec i a t ion  f o r  your a t t e n t i o n ;  thanks again.  
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Figure 1.- Management g r id .  
CAPTAIN 
CAPTAl N'S 
BEHAVIORS R EACTl ONS 
HIGH 
POTENT I AL 
CONSEQUENCES 
Figure 2 . -  Reactions and consequences of d i f f e r e n t  management s t y l e s .  
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